REF ID:Agg876 



eclassified and approved for release bv NS A on 06-05-2014 pursuant to E.Q. 1352 





REF ID : A7087 

gEcsir 




^PSIS-1A (26 June 1945) 1st Ind 

Signal Security Agency, Washington 25, D. C 

TO: Coimoanding Officer 

Signal Security Agency 




1. The Chief of the Intelligence Division does not 
concur in the recommendation for the appointment of an 
individual as coordinator of the Japanese Army Problem. 

His views are that the Japanese Army Coordinating Committee 
adequately performs this function now, and that it would 

be, unnecessary to supplement their decisions by establishing , 
this new office, even though this appointment would not 
necessarily mean an additional individual, but would be 
naming, an existing executive to act In this capacity.-- 

2. furthermore, the Chief of the Intelligence Division 
believes that this coordinator should not properly report 

to him because of the fact that other branches outside of 
the Intelligence Division are represented on the Japanese 
Army Coordinating Committee. 



5. In Recommendations 5, 4 and 5 , the Chief of the 
Intelligence Division concurs. 



/s/ James H. Frier, Jr. 
JAMES H. FRIER, JR. 
Major, .Signal Corps 
Control Officer 



SPSIS-1 (26 June 1945) , 2d Ind 

Signal Security Agency, Washington 25, D. C., 2 July' 1945 

TO: Chief, Intelligence Division 

Signal Security Agency 

1. The recommendation made in the basic study that a 
coordinator of the Japanese Army Problem be appointed requires 
most careful consideration. While the existing JAC Committee 
has been very effective In coordinating certain aspects of the 
problem, there Is evidence to Indicate that a full-time 
coordinator working under your direction would serv&e a- 
useful purpose In handling matters which a committee cannot by 
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its very nature properly deal with. 

2. Your detailed comments on the recommendations 
contained in the basic s£udy are requested. 



14 Incls 
n/c 
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/s/ W. Pre&frod Corderman 
W. PRESTON CORDERMAN 
.Brigadier General, USA 
Commanding 




SPSIS-9 (26 June 194$) 3d 2nd 

Signal Security Agency, lasningtoa 2$, D. C., 26 July 194$ 

TO i Commanding General, Signal Security Agency 

1. Toe recommendations sub. ait ted as a re suit of the Control Study 
of the Japanese Army problem can b enerally be separated into ts?o groups, - 
those dealln, with the appointment of a Japanese Ar<iy Coordinator, caul 
all other reco.iuieadatio.ig . 1 do not concur in tee appointment of a 
Japanese Army Coordinator as described in tne study end wilx discuss tnia 
natter in further detail later* The other recommendations are believed 
quite sound. They sill be discussed in detail first* 

t 

2* Recommendation 3 has iu fact been in effect since the undersigned 
was placed in charge of the Intelligence Division, lo research tasks 
involving the expenditure of funds or the allocation of a sizeable 
group of personnel have been undertaken without the knowledge and approval 
of the Chief, Intelligence Division. Research, is such an integral part 
of cryptanaiysis and traffic analysis that to impose any broad curbs would 
destroy initiative. Mo curb is therefore applied except where funds or 
reassignment of a sizeable group of .people is involved. It is reco .mended 
that this policy continue in effect* 

/ 

3. The present administrative organization of the intelligence Division 

has now been in effect eleven months. 1 concur in Recommendation 4 that no j 
changes are indicated at the ^resent time. 1 

4. Steps wij_l be taken to coapiy with Recommendation 5* The value of \ 
work measurement studies in assessing tue relative value of employees is 
appreciated, tfore work can be accomplished with fewer people if aJU meet 

a minimum standard of production. Work measurement should permit taw prompt 
weeding out of those juaiaesignea or unfit employees who are dragging produc- 
tion levels d&wn. I concur in the opjhion of tne Control Officer that with 
few exceptions work measurement staxuurds can be determined for the routinw 
operations of the intelligence Division and actipn toward that end wi-u. be 



— e-eireD - 



6 




REF 




SPSIS-9 (28 July 194&) 

taken* 

5* Tl>e regaining recommence t ions, x, 2 and 6, are a-i concerned with 
tne appointment of a Japanese *rcy Coordinator* Si.>ce tue inauguration 
of tr.e Japanese kray Coordinating Co t ilttee, 9 October r?44, the Cmef of 
the Intelligence Division, as Cnair’iai oi tne Committee, n&s performed 
toe functions ojl a "Japanese Arcy Coordi.iator* . The need, therefore, 
for- the appointment oi an additional officer, with possibly a staff of 
assistants, to assist the Chief, Ante. licence Division in performing this \ 
function depends on whetner (l) there is a pronounced lack of coordination \ 
in the existing operational structure, or (2) tae Chief, Intelligence \ 

Division is unabie to perform true i unction without further aid* l _ s 

6* With regard to the first of tae above i re .usee, I definitely s , 
do not agree tuat there is a pronounced lack of coordination in our present \ 
operational structure. Tne work of the Control Committee during their \ 

stuoy of the o. ©rating sect ions wus. most he.pfui iu bringing to tu* \ 

attention of section chiefs severe! minor cases of work du ilcxtioa or \ 

waste action which were corrected cn tne spot* a resurvey oi operations 
in tue sane manner on an annua- basis wciud be wen worth the time as each 
suen survey vouic resuit in many improvements u#ing adopted* Tue exietouCe 
of jejor cases of work duplication or waste uotica, however, is improbable 
if not impossible due, if for nu other reason, to tue fact tne. t most of 
our operating sections are understaffed, '.re continually struggling with 
mounting backlogs, end ere forced by necessity to reetriot their operations 
to the bare essentials, having nu ti .e for "luxury" projects or other 
embellishments in which would be found aoet oi the uncoord iiiated and 
duplicated activities* 

7* It is desirable at this point mo examine into the extent to wh-ch \e 
should go to eliminate every instance ox dulidotion within our o. oration*. 

The problem of producing intelligence from Japanese Am/ conauuic-ticas Is 
strictly a war-time project* It is a project iu which speed is the -r inary 
consideration, - more important even than efficiency Xu which speea is oaiy 
one of many factors combining to measure tue ratio O- output to in^ut. If 
the Japanese Any project "ere hem.. conducted for profit at a coauercial 
enterprise, or if it were a long tern government activity in which economy 
is a aaj.r factor, we snomd e.-pead every possible effort to eliminate ail 
of the Unnecessary* But since speed is ^rimtzy, and speed aiwtys entails 
waste to some degree, we must permit certain duplication oi files, tne use 
in the production line of more copies to an are absolutely necessary, 
independent approaches to ..robiems from more triaa one side, and many other 
inefficient practices tne elimination of which might adversely affect our 
objective of producing tne largest quantity of intelligence in the shortest 
possible tiae, it is day studied Opinion that we should act exert strenuous 
efforts to eliminate ail traces of inefficiency but should be constantly 
on the alert to out out or modify any procedure which delays the production 
of intelligence* 

8* With regard to the second premise of r ar&graph j t that the Chief 
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SPSIS-9 (28 July 1945) 

Inteiligefcee Biviaioa is unable to perform hie function of coordinating 
Ja, anese Arqy procedures without additional nid, tne undersigned is perhaps 
not competent to render an opinion* The following two facte , however* 
can be offered* 

■.a. It la estimated that from 65t to 7Qjt of the time of the 
Chief* Intelligence Division is devoted to probxeac arising out of Japanese 
Army operations* A large part of thia tint ia apent b,< the Chief* 
intelligence Division in contacting personally not only Branch Chiefs 
and others of the intelligence Division but slmiier personnel in the 
Operating Services Division and representatives of AI6* This amount' of 
time should suffice to coordinate properly any major operational problems 
that arise* Direct contact between ell the brancnes concerned ia con* 
tinuoualy in effect* Tne appointment of a Japanese A ray Coordinator wouid 
not materially reduce the amount of time which the Chief* Intelligence 
Division should devote to the Japanese Arsy probien* 

b. The Japanese Aray Coordinating Coaoittee through tne necduu 
of its weekly meetings serves to air thoroughly tuuL problems confronting 
each of tne branches in performing its own snare of the work* Since the 
committee ie made up of responsible executives* direct action can be and 
if taken on problems affecting more tnan on branch* Jo more effective say 
of dealing with such problems is known. 

9* It is recommended that paragraphs 9* 4* and t? unuer Jt£CO*> iULAl’ICni 
In the Inclosed report be approved* ana that paragraphs 1* 2 and b be nut 
favorably considered . 



HAhOLD G* HUES 
Colonel. Signal Corps 
Chief* Intelligence Division 
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